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FOREWORD

Since 1972, the Army Research Institute (ARI) has been active in
research on the policy, operational problems, and programs of the Army's
race relations/equal opportunity (RR/EQ) program. In 1973, in response
to a specific requirement of the Office of Equal Opportunity Programs of
the Army, Deputy Chief of Staff for Personnel (DCSPER), ARI initiated i
the development of a Racial Harmony Training Program for Unit Commanders.

; The purpose of the program was to improve a commander's skills and ef-
fectiveness in handling multi-ethnic problems in his/her unit. This
report, the third of three, covers the research involved in the Field
Test and Assessment of the Commanders' Training Program. Research Prob-
lem Review .78=19, An Approach to Improve the Effectiveness of Army Com-
manders in Multi-Ethnic Settings," described the development of the pro-
gram. Research Problem Review 78-20, "Racial Harmony Training for $
Company CommandeT§7'~XﬂF?;IThihéry Evaluation," described the preliminary
field tests of the training program. The research was conducted under
Army Project 2Q0763744A769, "Army Contemporary Issues Development," in
the FY 1976 Work Program, by the ARI Field Unit at Presidio of Monterey, ,‘
Calif., from June 1975 to January 1977. The Army's equal opportunity
researcﬁlpioqram has been conducted at the Presidio of Monterey Field
Unit since 1974.
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EVALUATING RACIAL HARMONY TRAINING FOR ARMY LEADERS

BRIEF

Mirement -

7#15 .&é o2
Pe evalluatgSthe effectiveness of two racial harmony training courses

for unit leaders, one for company commanders and the other for first ser-
geants. Both courses were designed to help unit leaders fulfill their
responsibilities in the area of race relations and improve the level of
racial harmony within their own units. The commanders' course included

a rather traditional race relations curriculum, whereas the first ser-
geants' course focused on increasing communication within the chain of
command .

Procedure:

An evaluation experiment was designed to test the effectiveness of
these training programs and measure the impact of these programs on the
level of racial harmony within the companies. Forty-five participating
companies were randomly assigned to one of four experimental conditions:
whether or not the commander and the first sergeant had received train-
ing. Surveys were conducted in the participating companies 2 months fol-
lowing the training, among both company leaders and low-ranking enlisted
soldiers from different racial groups. Records relating to the adminis-
tration of discipline were also collected.

Findings:

At the conclusion of training, first sergeants reacted much more
favorably to the training they had received than the commanders did to
theirs. In contrast, however, the survey data collected 2 months after
training indicated that a modest favorable effect could be attributed
to the commanders' training but not to the first sergeants' training.
Commanders who had been trained felt that (a) race relations seminars
in their companies were more worthwhile, (b) discipline was better, and
(c) their own racial policies were more favorable, than did commanders
who had not been trained. Apparently the trained commanders had taken
some positive action in the area of race relations, since enlisted sol-
diers subordinate to the trained commanders expressed the following
positive changes: (a) Trained commanders were more effective in leading
race relations seminars, (b) seminars under trained commanders were more
worthwhile, (c) soldiers expressed less hostility to trained commanders,

O

L1
§
3
£
¢
?'\




and (d) soldiers expressed greater willingness to follow trained lead-
ers into a dangerous battle zone. Neither training program influenced
the administration of military justice,

* Utilization of Findings:

The Commanders' Training Program has been made available to a num-
ber of installations upon request. The 4-hour module dealing with com-
munications skills has been provided to Headquarters of the Army Training .
and Doctrine Command (TRADOC), has been adopted as a part of the 7th
Infantry Division Discussion Leader's Course, and has been included in
the Phase II curriculum for Army Equal Opportunity program managers at .
Defense Race Relations Institute, Patrick Air Force Base, Fla. The
Chain-of-Command Action Plan has been requested by and used at a limited
number of installations, apparently with good results.
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EVALUATING RACIAL HARMONY TRAINING FOR ARMY LEADERS

INTRODUCTION

the late 1960's and early 1970's, the U.S. Army, along with the ]
civilian sector, experienced increased racial confrontation. 1In 1971,
the Army established an extensive race relations training program in
response to.the social climate of the times. This race relations train-
ing program has continued, and at present there is a requirement through-
out all Army installations that soldiers in a given company attend monthly
race relations seminars to meet the objectives of this training program.
(A company is a basic unit of Army organization consisting of approxi-
mately 200 soldiers who work together.)

This massive race relations education and training program was an
almost unprecedented effort by a large institution to address, through
education and training programs, serious racial problems that have ex-
isted for centuries. In many ways this effort has been pioneering, and
the Army has had to adopt a "learn by doing," bootstrap approach to ef-
fective training. Since there was little information about the most ef-
fective methods in race relations training, the Army had to develop a
training program based in part on intuition and trial and error, which
has not always resulted in high-quality training. Most company command-
ers themselves have received very little race relations training, but
they nonetheless are responsible for implementing the training program
within their own units. This situation--in which the person responsible
for implementing the training has bhad little training himself--can have
an obvious deleterious effect on the quality and frequency of training.

Since 1975, company commanders have been responsible for imple-
menting the race relations training program in their own companies. A
recent evaluation of the current Racial Attitudes and Perceptions (RAP)
training program revealed that less than half the companies actually
conduct monthly race relations seminars, and of the companies that do,
many discuss miscellaneous complaints besides racial issues at RAP semi-
i nars. In practice, only low-ranking enlisted soldiers attend race re-
lations seminars, while officers and noncommissioned officers (NCOs)
5 avoid attendance (Hiett & Nordlie, 1976).

Different approaches to training company leaders have been ex-
plored, in an attempt to improve training quality as well as to improve
the level of racial harmony in the companies. A racial harmony train-
ing program was developed for company commanders, and a different train-
ing program for first sergeants. (A first sergeant is the senior NCO
in a company, responsible for administration and assisting the commander
in implementing policies.)




Different approaches were used in developing the commanders' and
first sergeants' training programs. The purpose of this paper is to
describe the development, similarity, and differences of both the com~
manders' and first sergeants' training programs. An evaluation experi-
ment 1s described in which the effectiveness of the two training pro-
grams were tested. The effectiveness of each training program is then
compared.

Racial Harmony Training for Commanders

The original racial harmony training program for company commanders
was developed in 1973 (Thomas, McNeill, & Laszlo, 1978). To assist with
the curriculum development, 42 company commanders and 104 enlisted sol-
diers were interviewed at six sites within the continental United States
and overseas, in order to obtain relevant material for the commanders'
curriculum and insure that the curriculum addressed important race rela-
tions issues in the Army setting. After the 36-hour curriculum was de-
veloped, it was presented four times to classes totaling 36 company com-
manders at two posts in the southern United States. Two teaching
approaches were used: (a) a rational presentation of facts and evidence,
and (b) a nondirective approach based more on listening and suggestion
than a direct presentation of information. In this preliminary work,
neither teaching approach seemed clearly superior with all commanders
and all curriculum topic areas, so that with further presentations train-
ers used the approach that seemed most effective in a given situation.

The pretraining interviews with commanders and enlisted men, and
field trials of tRe curriculum with company grade officers, revealed
several individual and organizational constraints reducing involvement
of officers with race relations/equal opportunity (RR/EO) efforts. The
content and instructional methods of the training course represented
attempts to deal with some of these constraints, including these:

1. Underestimation of the frequency of discrimination,
2. Attributing discrimination primarily to civilians,

3. Explaining racial conflict as a product of minority group
deviance,

4. Perceiving more cost than benefit for involvement in RR/EO
efforts, and

5. Interpreting RR/EO efforts as counter to Army norms necessary
on maintenance of discipline.




i The original 36-hour commanders' curriculum was next modified in
| the following ways: ]

1. The curriculum was reduced from 36 to 20 hours so that com-
manders would rot need to spend so much time away from their
units;

3 2. The practical exercises in the course were modified to make
them more accurately reflect the realities of Army life in
. the unit; and

3. A 4-hour block of instruction was added to the curriculum
. designed to teach commanders techniques for leading small group
discussions. This block of instruction was added to assist
commanders in handling race relations (RAP) seminars in their
own companies.

These modifications produced a 24-hour (3-day) workshop (Laszlo, McNeill,
& Thomas, 1978).

In the final 3-day workshop, topics of instruction included the
following:

1. Ethnic minority history covering Black Americans, Chicanos,
and Puerto Ricans;

L 2. The commander's role in his company in working to improve race
relations;

] 3. Guidelines to commanders for improving relations between mem-
1 bers of majority and minority groups;

4. Interpersonal "games" played in an Army context;
5. Institutional discrimination;
6. Prejudice and stereotypes;

7. Role expectations blacks and whites have historically had for
each other;

8. Identification of racial tension in companies and techniques
for alleviating it; and

9. Techniques for leading small group discussions to assist com-
manders in handling RAP seminars in their own companies.

The course outline listing each of the topics covered for the command-
ers' curriculum is given at Appendix A.




A preliminary evaluation of the commanders' workshop was conducted
at a Midwestern installation (Laszlo, McNeill, & Thomas, 1978). This
evaluation was based on the revised curriculum that had been reduced to
a 3-day workshop. However, this particular evaluation did not include
the final topic: techniques to help commanders lead small group dis-
cussions. To evaluate the effectiveness of this training with an ap-
propriate experimental design, the training was presented to 19 company
commanders who were assigned to an experimental group. Seventeen other
commanders were assigned to a control group. Immediately after train-~
ing, commanders in both the experimental and control groups completed
tests measuring knowledge and skills acquired in race relations; 45 days
after training, enlisted soldiers, key subordinates, and the commanders
themselves completed surveys, evaluating the commander and the unit in
race relations. Records of several classes of administrative action in-
cluding Article 15's, administrative discharges, and courts martial were
also obtained for this period.

A primary concern among commanders in the training class itself
was coping with the realities of the Army as an institution, including
its values, communication norms, and styles of resolving conflict, and
not simply learning more about ethnic groups. Commanders seemed to re-
spond favorably to those portions of the course that touched on values
in the Army, patterns of communication, methods for resolving conflict,
inconsistencies in what i1s expected of commanders-~in other words, in-
stitutional issues.

The results of this preliminary evaluation experiment were traced
from the initial effect of the training on (a) the knowledge and skill
gained by the commanders themselves, to the effect of the training on
(b) programs that the commanders felt motivated to implement in their
companies, to the final effect of the commanders' training on (c) per-
ceptions and feelings of enlisted soldiers in the companies. In terms
of the first measures of training effectiveness--the comprehension of
the facts and ideas presented in the course--significant differences
were demonstrated between the experimental and control groups. Com-
manders exposed to the training program demonstrated more knowledge of
the facts, methods, and skills needed to diagnose and analyze interper-
sonal relations and to deal with interracial issues in a military unit
than did commanders not exposed to training. With the second measures
of training effectiveness--commanders' willingness to enact race rela-
tions programs in their own units--favorable changes in programs were
not found. With the third group of measures of training effectiveness-
race relations with the unit--the findings were more encouraging. En-
listed soldiers reported that their commanders from the experimental
training group (a) implemented more policies to insure racial harmony,
and (b) were more effective in dealing with racial problems, than sol-
diers' commanders not exposed to the experimental training. The mea-
sures of administrative action did not reflect the effects of training.

SV O TR DI O M TR AT I ST G, P 2% < 0, g




The results of this preliminary evaluation could not be considered
conclusive in any sense because of some fairly serious problems encoun-
tered in implementing the experimental design. For one thing, the ex-
perimenters were unable to make the experimental and control groups
equivalent through randomization. The identified differences between
the experimental and control group could have been due to the nonrandom
selection of commanders for training. Also, the random selection of
enlisted soldiers to take the post-training survey provided some lati-
tude for units to select their own enlisted survey participants on a
nonrandom basis, which could have created a bias if leaders in the ex-
perimental companies felt motivated to send only their "good troops" to
take the survey. The training itself took place in one 3-day workshop,
with one set of instructors and one group of commanders. The training
effects noted could have been strictly due to something unique about
this particular class, either the instructors, commanders, or type of
interaction that occurred in this one class that might not apply in
other classes. More rigorous evaluation of the training program was
needed to provide firm conclusions about its effectiveness.

Racial Harmony Training for First Sergeants

The approach to racial harmony training given to first sergeants
was contained in the Chain-of~Command Action Plan (COCAP) developed by
Tucker (1975a). Tucker based COCAP on his experiences as a Race Rela-
tions/Equal Opportunity NCO at the U.S. Army Garrison, Yongsan, Korea,
between April 1971 and April 1973; during this period, there was racial
turmoil, rioting, and fighting between black and white soldiers in
Korea, particularly in the Korean communities surrounding Army instal-
lations (Tucker, 1973). As a race relations NCO, Tucker responded to
this serious racial unrest by developing procedures similar to those
later formalized in the Chain-of-Command Action Plan.

COCAP has been implemented by presenting a l-day workshop to first
sergeants (Tucker, 1975a). As its name implies, the Plan is designed
to provide the chain of command in the Army with the tools necessary
to solve their own problems, primarily by increasing open communication
between superiors and subordinates throughout the hierarchy. COCAP's
objective is to afford a method for bringing troop dissatisfaction to
the surface in time to allow leaders to respond to the enlisted soldiers'
grievances, before they escalate into more serious forms of conflict.
This plan was designed to build enlisted soldiers' confidence and trust
in the chain of command as a problem-solving agency by increasing up-
ward communication within the chain of command. Orders and direction
are often given from superiors to subordinates, but superiors seldom
receive feedback from subordinates about the impact these orders have
on enlisted soldiers. Enlisted soldiers often see communication within
the chain of command as a one-way street.
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To increase two-way communication, first sergeants were asked to
hold seminars, first with the first-line supervisors (platoon sergeants,
squad leaders) who have direct contact with troops, and then with en-
listed soldiers. In these seminars, first~line supervisors (E5-E7)
were asked to periodically interview enlisted soldiers (E1-E4), using
appropriate technigues to uncover problems, and enlisted soldiers were
shown techniques for providing honest feedback to interviewers, even
when it became apparent that supervisors didn't really want to do the
interviewing. First sergeants were given instructional materials for
teaching the seminars to first-line supervisors and enlisted soldiers;
these materials included information about the negative impact of racial
discrimination on the morale and effectiveness of their companies. Ra-
cial discrimination was treated as one of a number of leadership defi-
ciencies, each of which was likely to produce feelings of rejection
among enlisted soldiers, and with those feelings in turn apt to create
unrest and dissatisfaction in the company. Programs of instruction
(POI) for first-time supervisors (E5-E7) and enlisted soldiers (E1-E4)
are provided in Tucker (1975b). Brief lesson outlines of the POI's
for both supervisors and enlisted soldiers are presented in Appendix B.

COCAP was initially implemented in several companies in a signal
battalion in Korea, with several other companies in another signal bat-
talion serving as a control group. COCAP was next implemented at a
southern United States installation in three companies, with a fourth
company as a control group (Tucker, 1974). After COCAP was implemented
at these locations in both experimental and control companies, surveys
were conducted. COCAP was initially implemented at these locations to
further develop the program, to get a rough idea about its effective-
ness, uand to eliminate any difficulties encountered during implementa-
tion. Too few companies were involved with these initial tests of
COCAP to get any definitive information about the effectiveness of the
program from survey data. However, enlisted soldiers in the experi-
mental companies that received COCAP, and also in the control companies
that did not, completed a survey in which they expressed their feelings
about the racial climate both before and after implementation of COCAP.
Although attitude changes appeared to be in a favorable direction, be-
cause of the small sample sizes these differences could have easily
been due to chance; and because of the lack of appropriate experimental
design, including the lack of random assignment of companies to experi-
mental and control groups, the differences observed could have been due
to causes other than training effects.

Participant observation, however, by Tucker and others suggested
that COCAP might be an effective approach to training first sergeants
and enlisted soldiers in racial harmony and increasing open communica=
tion. For this reason it was concluded that the program deserved fur-
ther evaluation in a more scientifically rigorous design. If the plan
proved to be effective after further evaluation, it might be safely
implemented on a wider scale in the Army.

(8]
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Comparison of the Commanders' and First Sergeants' Programs

In many ways the company commanders' and first sergeants' train-
ing programs were different, even though both had the purposes of in=
creasing the unit leaders' skills in race relations and improving the
level of racial harmony in the unit. The approach that each program
took was quite different. The commanders' program used a rather tradi-
tional instructional approach, presenting a specially developed race
relations curriculum to commanders in a 3-day workshop. The curriculum
was not designed to be confrontational in the sense of challenging the
commanders' values and beliefs. But it was designed to encourage com-
manders to examine the uses and abuses of power with respect to race
relations from an historical perspective; to examine their own use of
authority within the Army system, including examining their own treat-
ment of subordinates; and to examine the values, norms, etc., of the
Army as an institution, with regard to race relations. Commanders were
often placed in the role of examining themselves and the institutions
of which they were a part. This sort of role was somewhat uncomfortable
and produced some defensiveness and hostility toward instructors and
the curriculum, even though the curriculum itself was fairly bland and
not designed to provoke hostility. This uncomfortable response on the
part of commanders was probably more attributable to the role of self-
examination that commanders were placed in than to the specific content
of the curriculum or the presentation style of instructors.

By contrast, first sergeants were placed in the role of model
leaders with the COCAP program, teaching their subordinates about the
deleterious effects of poor leadership practices, including racial dis-
crimination. Any discrimination on the part of the first sergeants
themselves was expected to be reduced by having them take this model
leader role. First sergeants were not asked to examine their own val-
ues or use of authority or to examine the values or uses of authority
of the institutions to which they belonged, but instead were asked to
reaffirm the leadership principles and institutional values that they
already accepted and to live up to these values more fully. Asking
first sergeants to take this model leader role and to reaffirm institu-
tional values and live up to them more fully tended to elicit favorable
responses from first sergeants rather than the defensiveness and anger
that was sometimes elicited with the commanders' curriculum. Command-
ers were asked to examine their roles and the role of the Army in the
area of race relations and were not asked to assume the role of a model
leader and reaffirm their already accepted values.

These contrasting roles played by commanders and first sergeants
in their respective training programs are relevant to an understanding
of the results of the evaluation experiment, described later in this
paper. Since previous evaluations of both the commanders' and first
sergeants’ training programs were preliminary, with inadequate experi-
mental design, no definitive conclusions about either program's




effectiveness could be made. For this reason, another evaluation ex-
periment was designed and implemented to provide a method for testing
1 the effectiveness of each program separately, as well as a method for
E comparing the effectiveness of the two programs. This final evaluation
experiment is discussed below.

METHOD

Design of Evaluation Experiment

In this project, both racial harmony training programs, for com-
manders and first sergeants, were evaluated in a single experimental -
design in which the company was the unit of analysis. Each company has
a company commander and a first sergeant, and enlisted soldiers subordi-
nate to them. 1In all, 45 companies from two Army installations partici-
pated in the evaluation project; all but 4 of these companies came from
the larger of the two installations. These 45 companies were drawn
from five major commands (brigade-size units) at the two installations.

The participating companies were randomly assigned to one of the
four experimental conditions shown in Table 1. The sampling procedure
was stratified by major command, so that the companies from each major
command were approximately equally distributed across the four experi-
mental conditions.

Table 1

Design of Evaluation Experiment

Company Commander Training

Trained Not Trained
Trained 11 11
First Sergeant Training
Not
Trained il A&

Note. The numbers in each box reflect the number of companies assigned
to each of the four experimental conditions.
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As Table 1 indicates, the training courses were evaluated in a
common 2 x 2 experimental design, with companies as the unit of analy-
sis. 1In this design, 11 companies were randomly selected to receive
the experimental treatment of training both the company commanders and
the first sergeants. In 11 other randomly selected companies, the com-
pany commanders were trained but the first sergeants were not. The re-
verse was true in 11 other companies, with the first sergeants trained
but the commanders not trained. 1In the final 12 companies, neither the
commanders nor the first sergeants were trained. This experimental de-
sign allows us to determine whether each program by itself was effec-
tive and then to compare and contrast the effectiveness of each program.
The design also allows us to determine whether there was an "interac-
tion" between programs. For example, an interaction between programs
could occur if the programs were especially effective when they were
presented together, with both commanders and first sergeants receiving
training.

The company commanders and first sergeants--all male--were trained
between 25 August and 3 September 1975. 1In the participating companies
at this time, 1 commander and 15 first sergeants were black. The com-
manders were all trained in the same class, in one consecutive 3-day
workshop, by the same four instructors, each of whom was an active duty
soldier who had been trained as a race relations instructor at Defense
Race Relations Institute (DRRI). The instructors also had attended a
special l-week workshop conducted by the authors of the commanders' cur-
riculum (see Laszlo, McNeill, & Thomas, 1978) designed to familiarize
the instructors with the curriculum and effective ways to teach it.

The instructors made a multiracial team: one black, one white, and two
Hispanics. Three were officers (02,03) and one an NCO. The first ser-
geants' training was conducted in a single 1-day workshop. The instruc-
tor was Sergeant First Class Tucker, who had originally developed this
approach to training (Tucker, 1975a).

Dependent Variables

The selection of criteria to measure the effectiveness of the
training programs, as well as the selection of the groups of soldiers
that the training programs are supposed to have a positive effect upon,
is an important part of the design of the evaluation experiment.

To be considered effective, the training programs outlined here
should have a favorable effect not only on the leaders who were trained
but also on the subordinates within their companies. This favorable
effect on leaders and subordinates should last and be measurable over
a number of months in order for the training programs to be practical.
For this reason, measures of training effectiveness were taken from
both the unit leaders themselves and from enlisted soldiers within
their units over a period of months. Enlisted soldiers were considered
to be the primary criterion group upon which the programs' effectiveness




were to be based. One of the main purposes of training commanders was
to improve the level of racial harmony in the units, particularly among
enlisted soldiers. It was important to determine the programs' effec-
tiveness among soldiers from different racial groups, particularly
among the largest groups--black, white, and Hispanic. The effective-
ness of the programs among male and female soldiers was not examined

in this study, since women were found in only a few of the participat-
ing companies. Most of the participating units were combat units from
which women are barred by law.

Survey Data. Two surveys were conducted, at the end of October
1975 (2 months after training) and at the end of January 1976 (5 months
after training). The October 1975 survey was completed by the company
commanders, first sergeants, and 14 randomly selected enlisted men from
each of the participating companies. The sampling was stratified by
race so that six white, five black, and three Hispanic enlisted men
were selected from each company. The Hispanic category was approxi-
mately 60% Mexican American and 24% Puerto Rican.

The commanders and first sergeants completed the January 1976 sur-
vey along with a different random sample of enlisted men selected from
participating companies. The enlisted men were selected for the second
survey following the same sampling plan, as in the first survey. The
survey completed by both unit leaders and enlisted soldiers was fairly
extensive, usually taking leaders just under an hour to complete and
enlisted soldiers just over an hour to complete. The survey for lead-
ers and the one for enlisted soldiers contained identically worded ques-
tions for many items, although some questions were phrased somewhat
differently for leaders and enlisted soldiers (see Tables 8 and 9 in
the Results section). Survey items that were relevant for measuring
effectiveness of the training programs were selected for analysis.
(Tables 8 and 9 list the dependent variables, from the leaders' and
enlisted soldiers' survey, that were used to evaluate the training
programs.) Enlisted men were given an opportunity to rate their com-
manders' effectiveness in race relations on the survey, as well as the
frequency and quality of the monthly RAP seminars. On one scale they
could express hostility toward their leaders if they desired, and on
another they rated the level of discipline in the unit. Commanders
could express hostility toward black and white enlisted soldiers if
they desired to do so, as well as rate their own effectiveness in race
relations. Commanders also rated the quality of racial harmony and
discipline in their own units, along with a variety of other dependent
variable measures.

Survey Scales. The four scales shown in Tables 8 and 9 were in-

cluded in both the survey for commanders and the one for enlisted sol-
diers. The nature of each of these scales can be summarized briefly
at this point.




The scale labeled Race Relations Policies Scale was composed of
the items shown in Section I, Appendix C. The Race Relations Policies
Scale was developed originally by Laszlo, McNeill, and Thomas (1978)
for use in the preliminary evaluation of the racial harmony training
program for commanders. The items were developed to measure relevant
aspects of a commander's race relations policies in his own company.
Initial work with this scale appeared encouraging. The original 9-item
scale was reliable. The alpha coefficients from three different groups
of respondents who completed the scale were .74, .94, and .88, indicat-
ing that the scale had substantial reliability. Five of the original
nine items were selected for inclusion in the present survey instrument.
Commanders and first sergeants rated themselves on these five items,
and enlisted soldiers rated separately both their company commander and
their first sergeant on these items.

The scale labeled Hostility Scale was composed of the 11 bipolar
ratings shown in Section I1I, Appendix C. Unit leaders and enlisted
soldiers were asked to rate different persons on the same 11 items.
Enlisted soldiers rated separately both their company commander and
their first sergeant on these items, and the unit leaders were asked
to rate separately both the white and black enlisted men (E1-E4) in
their own companies. Respondents were asked first to think about the
behavior of the person(s) in question, and then asked, "What does their
(his) behavior make you feel like doing to them (him)?" The respondents
answered by making the ratings shown in Section II of Appendix C. The
11 response items were selected to allow soldiers the opportunity to
express either positive or hostile feelings toward their superiors and
to allow superiors to express positive or hostile feelings toward their
subordinates, if they so desired.

A short Value Survey was included in which soldiers ranked seven
values in order of importance to themselves, using the general procedure
given by Rokeach (1973). The seven values that were included in this
survey were these:

1. A Sense of Accomplishment,
2. Authority,

3. Equality,
4. Love,

5. Obedience,
6. Success, and

7. True Friendship.

Five of these seven items were selected from the Rokeach Value Survey
(1973) . For purposes of evaluating the training programs, the research-
ers were primarily interested in the priority soldiers placed on the

one value, Equality. Rokeach (1973) has provided evidence of a positive
relationship between the priority that is placed on the value Equality,
and other behavior that is indicative of good race relations. The
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researchers wished to see whether or not the training programs would
increase the priority that soldiers placed on Equality.

The scale labeled Unit Discipline Scale was composed of the 12
items shown in Section III, Appendix C. These discipline items were w
developed as part of research on measuring the concept of discipline
in an Army context using survey methods (Bauer, Stout, & Holz, 1976).
Bauer et al. developed discipline questions to tap concepts about both
positive and negative aspects of Army discipline that previously had
been identified in interviews with soldiers from diverse groups. Non-
metric factor analysis reduced 16 discipline items into a smaller num-
ber of underlying dimensions or factors. Three factors were identified
and labeled, as follows:

1. Unit Performance,
2. Unit Conduct, and
3. Unit Appearance.

However, it was noted that all questions in the Unit Conduct Scale were
negatively worded, and all questions in the Unit Performance and Appear-
ance Scales were positively worded. In other words, the response "To a
very great extent," implied poor conduct on the Conduct Scale while the
same response indicated good performance or appearance on the other two
scales. This raised that possibility that the conduct factor was due
to response bias, i.e., soldiers' response to the positive or negative
wording of the question rather than to the question content. 1In the
present study, questions were rephrased so that approximately half of
the conduct, performance, and appearance items were worded positively
and half negatively. With this approach, the question wording did not
correspond with the previous three factors. All questions associated
with a given factor were not worded one way.

Twelve of the original 16 items--ones that had the highest loadings
with the original factor they had been grouped with--were selected for
inclusion in the present survey. Factor analysis (principal factor solu-
tion with varimax rotation) was used to reduce the dimensionality of
these 12 items. Only two factors in this analysis accounted for a sub-
; stantial portion of the variance: one factor that consisted of posi-
tively worded items and anothér factor that consisted of negatively
worded items. These results indicate that the separate factors, in this
study at least, and probably in the previous one (Bauer et al., 1976),
were due to nothing more than response bias. At least the distinction
between conduct and performance is probably due to response bias. The
concept of discipline, as measured by the 12 items that were selected,
appeared to be essentially an undimensional construct when response bias
was ignored; hence, in this case all 12 items were treated as a single
scale that was labeled Discipline Scale.
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Evaluation Exercise. Just before the October survey was finished,
commanders and first sergeants completed a brief evaluation exercise
designed to measure whether or not the leaders' approaches to handling
the problems of enlisted soldiers had changed following training. We
were also interested in seeing whether leaders' reactions to white and
black soldiers changed after training. These leaders were given three
standard Army disposition forms, which briefly summarized biographical
Characteristics of three soldiers (trainees). The trainees were osten-
sibly to be assigned to the Special Training Company for a special read-
ing training program, designed to raise their reading level from the
current ly substandard fifth-grade level that they had attained on read-
ing tests. Two of the three trainees were indirectly identified as be-
ing white by the name selected for the form. The third was indirectly
identified as being black by the name selected for him, and he was fur-
ther identified as having a "shaving profile"--a medical condition
(largely unique to blacks) that means the Army allows them to have short
beards. As dependent variables, leaders were asked to recommend the
type of training conditions that each trainee should encounter in this
program, as well as whether the trainee should be given an early admin-
istrative discharge from the Army under the Training Discharge Program
that would allow him to receive an honorable discharge.

Specifically, leaders made recommendations about (a) the duty de-
tail that each trainee would have throughout the special reading train-
ing course, from time-consuming and undesirable duties to less time-
consuming and more desirable duties; (b) the frequency with which the
trainee would receive "high-stress physical training" (vigorous physical
exercise); and (¢) the frequency with which the trainee would receive
"high-stress emotional training" (vigorous criticisms by drill instruc-
tors). Leaders also rated the time that they would have available (if
any) to interview trainees before making the discharge recommendation
and the final discharge recommendation they felt they would probably
make after receiving more data. These variables were designed to mea-
sure, somewhat indirectly, the concern that the leaders would show for
each trainee. Leaders were not told that their recommendations were
for hypothetical people until atter they made the above ratings. They
were fully debriefed and told that they did not need to turn their rat-
ings in if they did not wish to do so. All leaders turned in the ratings.

Records of Administrative Action. Also as part of the evaluation
phase of the project, record data were collected for a 6-month period--
1 August 1975 to January 1976. Included as part of this record data
was information on the frequency of Article 15's, administrative dis-
charges, and police apprehension rates taken from military police
reports.

Article 15's are punishments imposed by the company commander in
informal judicial proceedings, often upon the recommendation ot the
first sergeant or other noncommissioned officer, for offenses that are
not serious enough in the commander's judgment to warrant court martial.

13
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A soldier can either accept the punishment imposed by the Article 15
or face formal judicial proceedings (court martial). In the t-month
period in question, Article 15's outnumbered courts martial 20 to 1
in participating companies.

Administrative discharges are used to separate a soldier from the
service before the normal term of enlistment ends. Discharges are used
to eliminate from the service soldiers who seem to be creating problems
or seem unable to adjust to the requirements of Army life. A soldier
can be discharged under either honorable or less-than-honorable (gen- €
eral, undesirable, bad conduct, dishonorable) conditions.

Apprehension rates taken from military police reports were tor .
all categories of offenses, from traftic offenses to drug offenses,
burglary, shoplifting, and AWOL (absence without leave).

The above records of administrative action were included in the
evaluation desian to see whether or not these training programs would
influence the administration of punishment and discharges to black and
white enlisted soldiers or influence the oftfense rates of the same sol-
diers. These measures of administrative action reflect the actions of
both the leaders and their subordinates; we were interested i1n seeing
whether the previous training programs would influence these measures.

Implementation of the Evaluation Design

Random Assignment. In practice, it is often ditfficult to actually
implement the rvqufroﬁvnts tfor randomization in a field experiment; rvan-
dom assignment interferes with the operational requirements of an on-
going organization. In the present case, the researchers were success-
ful in randomly assigning unit leaders to each of the four experimental
conditions shown in Table 1, with the exception of three leaders who
had to be reassigned from their initial training condition because ot
operational requirements of the Army at that time. The possible bias
thus introduced is not known, but it probably was not substantial. The
second random sampling regquirement in this evaluation experiment was
the selection of enlisted men (stratified by company and by race) to
take the survey given in October 1975 and January 1976. A ditfervent
random selection of soldiers was given the survey in January 1970,
Again, this sampling requirement was largely met. L

For the October survey, enlisted personnel were randomly selected
by the researchers from company personnel rosters. Enlisted wmen took
the surveys in groups. If they failed to attend the initial survey,
they were requested (through the first sergeant) to attend one of sev-
eral make-up sessions provided for all units. A list of randomly se-
lected alternates was provided to ecach campany to replace soldiers who
had been selected to take the survey but had left the unit before the




survey, or who had bona fide reasons for not attending. Soldiers were
selected for the survey 4 to 6 weeks before the survey, so that 14% of
the soldiers in this original sample were no longer in the company by
the date of the survey; these were replaced by the randomly selected
alternates. In fact this produced a random selection of not all en-
listed soldiers in a unit, but all soldiers who had been in their units
at least 4 to 6 weeks. Virtually all (99%) of the total number of en-
listed men requested actually took the survey. However, another 14%

of the total number of enlisted men requested were assigned to their
units during the time of the survey but did not take it for one reason
or another and were replaced by randomly selected alternates. To docu-
ment any bias that may have been introduced, the reasons for nonatten-
dance for this 14% nonattending group were computed as follows: (a) 2%
did not attend because they were sick or in the hospital; (b) 2% did
not attend because they were in school during the times of the survey;
(¢c) 3% were on leave during survey times; (d) 1% was AWOL; (e) 1% were
in jail at the time; (f) 2% had duty (often guard duty) which precluded
attendance; and the rest simply did not show up. Because the reasons
for nonattendance were varied, the bias introduced by this 14% nonat-
tending group does not appear to be systematic or substantial. The at-
tendance of 86% of soldiers requested by name, who were still in the
unit at the time, is about as good as can be attained in a military
environment.

In the previous preliminary evaluation of the commanders' training
program, the 1nability of the researchers to randomly assign commanders
to the experimental and control groups, and their inability to control
the selection of the enlisted soldiers sent to take the evaluation sur-
vey, posed serious threats to the validity of any conclusions that could
be reached about the effectiveness of the commanders' training (Laszlo,
McNeill, & Thomas, 1978). Conclusions were limited in the preliminary
study because more rigorous sampling procedures could not be implemented.
However, these sampling problems were overcome in the present evaluation
experiment , so conclusions here are not thereby constrained or limited.

Leader Turnover. One unexpected problem encountered in implement-
ing the experimental design had a variety of ramifications for the de-
sign. This problem involved an unexpectedly high turnover (reassignment)
rate among the company commanders and first sergeants in the participat-
ing companies during the S-month period following the training in late
August 1975. To examine the impact of the leaders' training programs
when some leaders were reassigned and no longer in their units, it was
necessary to include the turnover rate as a factor in the data analyses
so that the effects of this variable could be estimated. For statisti-
cal reasons, the high turnover rate precluded the use of all the survey
and administrative record data that had been collected. For data analy-
ses, the turnover rate among unit leaders had to be added as a factor
to be examined along with the effects of the training programs. It was
possible to add a turnover rate factor to the analysis covering the
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turnover rate for unit leaders (either the commander or first sergeant)
through the end of October 1975 (2 months after training), but it was
not possible to add another level to this factor by looking at the turn-
over rates through January 1976, due to the small sample size and high
turnover rates through January 1976. Table 5 in the Results section
shows the number of companies with turnover through October 1975. The
turnover factor in all later analyses involved two levels only--no turn-
over among unit leaders through October versus turnover among either or
both leaders through October.

This turnover problem precluded the use of the January 1976 survey
data, for program evaluation purposes and precluded the use of the record
data that had been collected for some of the later months. It was not
possible to examine the impact of the training programs as long as 5
months after training, when many of the leaders had already been reas-
signed. The effects of this turnover could not be effectively examined
statistically as long as 5 months after training because of sample size
problems. Analyses of Article 15 and military police report data were
limited to administrative actions for only the 2 months following the
training (September and October 1975), and analyses of the administrative
discharge data covered these actions for 4 months following training
(September through December). Data for administrative discharges were
examined for 4 months, primarily because of the lower frequency of these
actions and the time delays often involved between the time an action
is initiated and the time the discharge actually takes place (and shows
up on the record data).

The "extra" survey and record data collected after October 1975
have been put to good use, since these data provide the basis for a
variety of subsequent studies, evaluating RAP training, crime and pun-
ishment, etc., using cross-lagged panel analyses.

Single Class Presentations. One limitation with the design of this
evaluation experiment is that the results are based on a single class
presentation of the curriculum to commanders and a single presentation
to first sergeants. The instructors and leaders remained the same dur-
ing these presentations. We wish to generalize results to other in-
structors and classes, but the fact that these factors were replicated
only once makes it difficult to do so. There may have been something
unique about the class or the instructors that produced the observed
results. The commanders' curriculum, however, has been presented sev-
eral times with different instructors and classes, and a preliminary
evaluation of this program provided moderately encouraging results
(Laszlo, McNeill, & Thomas, 1978); hence, if the program looks effec-
tive in the present evaluation, it may not be necessary to limit any
generalizations to the particular class it was given to. From a re-
search management point of view, it was impossible to replicate classes,
or instructors, for the current program evaluation experiment.
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Statistical Analyses

The data from this evaluation experiment were analyzed, using analy-
ses of variance. Two basic analysis of variance designs were used
throughout. The analysis of variance design is partly determined by
the number of the independent variables to be entered into the analysis.
Three independent variables that were entered into all analyses were
(a) commanders' training, (b) first sergeants' training, and (c) turn-
over rate among either unit leader. A fourth independent variable, the
enlisted soldiers' race, was added for analyzing enlisted soldiers'
survey responses, and administrative record data. There were two levels
for the commanders' training factor, trained versus not trained; two
levels for the first sergeants' training, trained versus not trained;
two levels of the turnover factor, some turnover among unit leaders
(either the commander or first sergeant or both) versus no turnover;
and three levels of the factor reflecting the enlisted soldiers' race--
black, white, and Hispanic.

A three-way factorial analysis of variance design was used when
the first three factors were analyzed, and a four-way, split-plot (or
repeated-measures) analysis of variance design was used when the race
factor was added. The race factor was added as a repeated-measures fac-
tor (i.e., one having repeated observations of the same unit of analysis).
Since the company was the unit of analysis, the race of the enlisted sol-
diers within each company involved a repeated observation about the same
unit of analysis. The enlisted soldiers' survey responses for each com-
pany were averaged by race (black, white, or Hispanic), and these aver-
aged responses were the dependent variables. Since the unit of analysis
is the company, when company leaders are trained, the average enlisted
response in a company (by race) is appropriate as the dependent vari-
able, instead of the individual responses of the enlisted soldiers with-
in a company.

Table 2 outlines the two analysis of variance designs with their
appropriate error terms. Each term in the design (except for error)
has an F ratio associated with it. The term indicates the particular
comparison that is being made, and the F ratio indicates whether or not
the observed differences between means for the difierent levels of the
term can be considered due to chance. Statistically significant dif-
ferences are those that can be considered due to the independent vari-
able rather than chance.

Analysis of variance designs are usually balanced in the sense of
having an equal number of observations in each cell of the design. We
started out with a nearly equal number for each cell (see Table 1);
however, the addition of the turnover factor produced unbalance (un-
equal N per cell) into the design. Analyses were never unbalanced
across the repeated-measures factor of race, as black, white, and His-
panic observations were available in all cases. There are several ways
the variance can be partitioned with unbalanced analyses of variance,

17




Table 2

Two Analysis of Variance Designsa

Term df F

Commanders' Training (A)
First Sergeants' Training (B)
Turnover (C)

AXB

AXC

B XC

AXBXC

Subjects within groups (Error)b 37

—t ol ek emd  omd  eed o

Enlisted Soldiers' Race (R)
X R

X R

X B XR
XCXR
XCXR

XB XCXR
X Subjects within groups (Error)© 74

= = 23 2= P M
(AT o TR AS N S I A A B o N )

The three-way factorial design consists of the terms A, B, C and
their interactions, including the subjects within groups error term.
The four-way, split-plot (repeated measures) design consists of all
terms listed in Table 2 above.

hThe terms A, B, and C with their interactions are tested by the
subjects within groups error. This error is sometimes called the whole-
plet error in split-plot designs.

“The R term as well as the interactions with the R terms are tested by
tha R X Subjects within-groups interaction. This error term is sometimes
called the split-plot error.
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depending on the assumptions the researcher wishes to make about the
ordering of priorities among the independent variables (Nie et al.,
1975) . The present study used a conservative approach, which adjusted
each term for all the other terms in the model. The procedure produces
results that require no assumptions about priorities among independent
variables, or about terms in the model (e.g., interactions versus main
effects). This procedure also produces results in which there is no
confounding between terms of the model, because the confounded variance
is eliminated by the adjustment process (Bryce & Carter, 1974). How-
ever, this approach is somewhat more conservative than other methods of
partitioning the variance, and it may make it more difficult to find
statistical significance.

When many dependent variable measurements are made, multivariate
analysis of variance is a useful tool that can be used to reduce the
Type I error that is associated with making multiple F tests with a
large number of univariate analyses of variance. Unfortunately, ap-
propriate multivariate analysis of variance software was not available
to the researchers at the time the data analysis was conducted. How-
ever, the researchers were aware of the problem of the inflation of Type
I error with multiple tests, and they kept careful track of the number
of significant effects expected by chance alone.

RESULTS

Leaders' Reactions to Courses

At the conclusion of the training course, commanders rated how
much they learned from each topic covered in the curriculum; these rat-
ings are shown in Table 3. Also in Table 3, the commanders' preferences
for topic areas in the current study are compared with their preferences
in the earlier preliminary evaluation of this same curriculum. It is
apparent from Table 3 that the topics that commanders enjoyed in the two
different classes were not always the same. 1In fact, "Games" and "Com-
mander's Role" seemed to be the only topics rated at the top in both
classes. Commanders did not indicate they learned much in the "Black
American," "Stereotypes," or "Understanding Surveys"” sections in either
class. The commanders did indicate that they learned a great deal with
the block of instruction on leading small group discussions. The in-
terest shown by commanders for the history sections on Mexican Americans
and Puerto Ricans, more in the second class than in the first, may have
been due to the fact that there were more soldiers from these ethnic
groups at the installation where the second class was presented, and
two of the four instructors in the second class were Mexican American.
It should be noted that the topics were presented in a different order
in the two classes, as shown in Table 3.
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Table 3

Commanders' Preferences for Topics in Commanders'
Curriculum in Two Studies?

Order of Topic Presentation Preferences for Topicsb
Mean®© Rankd Rank
Current Prior Current Current Prior
Topic Study Study Study Study Study
Mexican Americans 1 1 5.5 1 10
Puerto Ricans 2 2 5.2 2 7
Black Americans 3 3 4.1 10 8
Stereotypes 4 4 4.0 11 12
Role Expectations 5 6 3.9 12 4
Games 6 5 5.0 3 5
Resistance to Change 7 8 4.4 6 6
Commander's Role 8 10 4.6 4 3
Approaches to Dealing 9 12 4.3 8 N
Detecting and Dealing 10 9 4.4 6 1
Guidelines for Improved 1 7 4.3 8 2
Capitalizing on Interest 12 13 4.6 4 9
Understanding Surveys 13 11 3.2 13 13
Small Group Discussion 14  not presented 5.5
Leading Skills in prior study

4The comparison made here is between the commanders' curriculum in the current study
and this same curriculum given in an earlier preliminary study (see Laszlo & McNeill,
1974).

bIn both studies commanders rated how much knowledge or skill they gained on a scale
from "learned a great deal" to "learned nothing."

cRatin{:,s viere made on an 8-point scale with 8 meaning "Tearned a great deal."

df09ics were given a rank from 1 to 13 according to how favorably they were rated
on the above scale with rank 1 the most favorable. The topic "small group discussion
skills" was not ranked to make the current study comparable to the prior one. This
topic, however, would be tied for first if it were ranked.
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At the conclusion of their respective courses, both commanders
and first sergeants rated their reactions to the courses that they had
just taken, answering the questions shown in Table 4. From Table 4
the leaders' reactions to their respective courses can be compared.

It is apparent that the first sergeants' overall reaction to their
course was much more favorable than was the commanders' reaction to
their course. First sergeants considered their course to be much more
worthwhile and interesting than the commanders thought their course
was. However, the first sergeants' favorable reaction to their own
course did not extend to the Army's Race Relations/Equal Opportunity
Program as a whole. Commanders thought the Army's RR/EO Program was
more worthwhile than first sergeants did. If the effectiveness of the
commanders' and first sergeants' programs were evaluated solely on the
basis of favorable reaction by the participants, the first sergeants'
program would appear much more effective than the commanders' program.
However, self-evaluation by participants may not always be a good way
to evaluate a program's effectiveness, as will be shown later.

Table 4

Comparison of Leaders' Responses to the Commanders'
and First Sergeants' Programs

3 Mean
Item Commanders First Sergeants F

Do you think this class was
worthwhile?
Very worthwhile--A waste of time 4.8 17 10.5%*

Do you think this class was
interesting or boring?
Very interesting--Very boring 4.6 7.8 22.8*%%

Do you think the Army's Race

Relations/Equal Opportunity

Program is worthwhile?
Very worthwhile--A waste of time 6.8 5.4 2.7%

*p < .05.
**p < .001.

aRatings were made on an 8-point scale, with 8 indicating the most
favorable response.
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Leader Turnover Rates

As discussed previously, there was a substantial turnover rate
among unit leaders during the 5S5-month period following training. The
rates at which leaders were reassigned was expected to be approximately
equal in each of the four experimental conditions, particularly since
leaders were randomly assigned to the experimental conditions, and the
average length of time leaders had been assigned as leaders was approxi-
mately equal in each of the experimental conditions. However, the num-
ber of turnovers among unit leaders during the first 2 months following
training did not appear to be evenly distributed across the four experi-
mental conditions (see Table 5). Six of 11 companies had turnovers in
the experimental condition, wherein the first sergeant was trained but .
the commander was not, and tive of the six leaders who were reassigned
were first sergeants. When a chi-square statistic was computed to test
the significance of the relationship between the number of companies
who had turnover within 2 m<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>